[bookmark: _k97v9yfdgc7n]Module 01 Operational Policy Handbook, Standard Operating Procedure (SOP), and Operational Checklist: Mission, Ethics & Market-Launch Orientation (Days 1–7)
[bookmark: _uf6tkurbi40o]1. Policy Framework & Core Governance: Identity, Market Architecture, and Financial Model
[bookmark: _p9wzbj1houzs]Context & Strategic Importance
Module 01 (Days 1–7) serves as the foundational operational baseline for the Sports Media Inc. Youth Sports Photography Academy, establishing strict administrative discipline, brand alignment, and regulatory compliance across all expansion activities. Functioning as the formal gateway to the 120-Day Intensive Internal Training and National Market Launch Playbook, this orientation phase instills the legal, ethical, and commercial rigor necessary to protect youth athletes, secure municipal market entry, and enforce operational standardization across every national expansion market.
[bookmark: _k65lt69bdt5k]1.1 Executive Mandate & Sports Media Identity
Sports Media Inc. operates on a family legacy baseline rooted in community trust, sports-event journalism, and high-volume youth sports media execution. The organization certifies field personnel through a single 120-day, supervised, revenue-accountable operating system designed to transform academy trainees into fully certified city launch leaders. The rollout framework utilizes Northern Colorado as the supervised pilot market to validate field workflows, build verified municipal databases, and refine a reusable national market launch kit.
The 120-day curriculum is structured into 16 consecutive modules that accelerate practical learning. This structure permits supervised, revenue-generating field assignments prior to full program completion, while strictly prohibiting independent, unsupervised field authority until earned through four sequential stage gates:
Milestone / Stage Gate,Specific Capacity & Validation Requirements
Day 30: Market & Authorization Readiness,"Verified clean city database, completed outreach role-plays, fully executed/legally reviewed contract packet, and verified guardian consent procedure.  Strictly no unsupervised access to venues or minor athletes."
Day 60: Studio & Field Competence,"Passed technical photography examination, demonstrated team and individual portrait photo competency, mastered safeguarding incident response, and executed verified player-to-image mapping."
Day 90: Gallery & Commerce Competence,"Successful execution of synthetic end-to-end portal uploads, rigorous quality assurance (QA) auditing, controlled private gallery access, compliance with the 48-hour production cycle, and resolution of mock order/support scenarios."
Day 120: Certified City Launch Operator,"Documented completion of supervised field assignments, verified league and parent experience evaluations, delivery of a national replication playbook, and official trainer sign-off."
[bookmark: _d2g0zw8a4i57]1.2 Primary Buyer Strategy: Parks & Recreation Centric Model
Sports Media Inc. mandates municipal Parks & Recreation departments as the primary market buyer over unverified standalone leagues, unaccredited private clubs, or informal athletic organizations. Independent entities carry heightened operational risks regarding facility access rights, non-exclusivity disputes, fragmented scheduling, and uncertain consent enforcement. Establishing municipal Parks & Rec departments as the direct client secures verified public sector leads, standardizes vendor procurement pathways, guarantees venue access rights, and anchors long-term multi-season renewals.
All market launch deployments must strictly adhere to the end-to-end 15-step operating sequence:
1. Build and verify each city database:  Sourcing and cleansing public municipal directories.
2. Qualify Parks & Recreation decision-makers:  Identifying procurement cycles, key stakeholders, and decision rights.
3. Negotiate and approve agreement:  Executing legally reviewed access agreements and vendor registrations.
4. Recruit and train local photographers:  Onboarding personnel only after contract execution.
5. Secure schedules and appropriate guardian consent:  Establishing official rosters, game schedules, and opt-out lists.
6. Capture team and individual photos:  Executing photo day per standardized technical and safeguarding protocols.
7. Ingest/backup:  Performing multi-copy redundant field ingests and checksum validations.
8. Tag/verify:  Associating athlete IDs and team metadata manually or via verified, human-inspected workflows.
9. Secure gallery release:  Validating privacy permissions and watermarking prior to publishing.
10. Parents order:  Facilitating secure online checkout for physical and digital packages.
11. Lab/fulfillment:  Routing approved image files to lab production and direct-to-home shipping.
12. Support:  Managing parent inquiries, retakes, and customer service ticketing.
13. Financial review:  Reconciling gross revenue, itemized deductions, and contractor shares.
14. Renew:  Securing multi-season or annual municipal agreement renewals.
15. Expand:  Replicating the launch model across adjacent regional municipalities.
[bookmark: _4giblmvcsm79]1.3 Financial Operating Policy: 50% Net Revenue Payout Model
Field photographer compensation within the Sports Media Inc. framework operates strictly on an Independent Contractor Agreement (ICA) model, granting eligible photographers 50% of Net Revenue from qualifying photo-package sales attributable to their assigned shoots. Legacy materials—such as historical 2025 internship manuals citing 10% sales commissions or legacy media sales agreements—are entirely superseded. Approved contract terms, executed ICAs, and formalized pricing models prevail over all historical drafts, marketing materials, or preliminary training documentation.
[bookmark: _4l1x39gq2vfc]Mandatory Legal Entity & Contracting Distinction
All contractor agreements and municipal contracts must explicitly identify  Sports Media Inc.  as the sole contracting legal entity. Substituting related corporate entities—such as  Sports Media TV  or  Dakdan Worldwide —is strictly prohibited without prior written approval from Corporate Counsel. Furthermore, historical advertising sales agreements (such as Sports Media TV ICA-AE and ICA-15) governed advertising commission percentages and must never be applied to youth sports photography contractors.
[bookmark: _v8l6u8tvfh0c]Mathematical Definition of Revenue Terms
· Gross Customer Sales:  The total checkout dollar amount collected from the parent or customer at the point of purchase, inclusive of gross package price and collected sales taxes.
· Net Revenue:  The residual dollar amount remaining after subtracting mandatory, itemized, and contractually authorized operational costs from Gross Customer Sales.
[bookmark: _18wxk7talr9v]Illustrative Package Purchase Deduction Breakdown
The following table illustrates the standard mathematical calculation used to determine Net Revenue and the resulting 50/50 contractor split on a sample $79.00 package purchase:
Transaction Breakdown Item,Dollar Amount,Calculation / Description
Parent Package Purchase (Gross Sales),$79.00,Total customer checkout price
Sales Tax Remitted,-$5.00,Assumed sales tax collected and remitted to state/local authorities
Payment Processing Fee,-$2.50,Assumed credit card / gateway transaction processing cost
Print Lab / Fulfillment Cost,-$16.50,"Assumed physical print manufacturing, lab processing, and packaging cost"
Example Net Revenue Base,$55.00,Gross Sales minus itemized transaction deductions
Contractor Share (50%),$27.50,Net Revenue multiplied by 0.50 (Paid to Eligible Photographer)
Sports Media Share (50%),$27.50,Net Revenue multiplied by 0.50 (Retained by Sports Media Inc.)
Operational Note:  The deduction items and numerical values listed above represent illustrative training scenarios used exclusively for arithmetic instruction. Final itemized deductions, shipping offsets, platform fees, discount allocations, chargeback reserves, and payment distribution schedules must be formally governed by an executed, photography-specific Independent Contractor Agreement (ICA) approved by HR and Legal Counsel.
Establishing absolute clarity regarding strategic buyer selection and financial operating policies leads directly into the mandatory legal authorizations and child safeguarding controls required prior to setting foot in any athletic venue.
[bookmark: _5vm1bh4i2t1g]2. Mandatory Governance, Risk, and Compliance (GRC) Controls
[bookmark: _bd6ytmokgizm]Context & Strategic Importance
Operating within youth sports environments requires uncompromising compliance with contract law, privacy regulations, and child protection standards. Unauthorized venue deployments or negligent handling of minor athlete data expose the organization, municipal partners, and individual field personnel to severe legal liability, public safety risks, and brand destruction. Rigorous adherence to GRC controls is a non-negotiable prerequisite for all field operations.
[bookmark: _z1spgz1791ak]2.1 Contract-First Authority Mandate
No photographer recruitment, local schedule confirmation, league communication, marketing distribution, or photo day deployment may occur prior to obtaining a fully executed, written municipal or league contract. Operating under verbal promises, handshakes, or unverified access assumptions is strictly prohibited and constitutes a fireable compliance breach.
The executed agreement must explicitly define:
· Correct Legal Entity:  The agreement must explicitly list  Sports Media Inc.  as the contracting entity, prohibiting unauthorized substitution of related entities.
· Written Authorization:  Clear grant of authority from a municipal official or league officer possessing actual procurement and decision-making rights.
· Vendor Approval & Facilities Access:  Formally approved vendor status granting clear rights to access specified venues, fields, and facilities on scheduled dates.
· Insurance Validation:  Complete validation of required commercial general liability insurance certificates submitted and accepted by the municipality.
· Exclusivity Limits:  Operational exclusivity is never assumed. Exclusivity exists only if explicitly negotiated, drafted, and executed within the written contract terms.
[bookmark: _mhxlo0o2blqi]2.2 Child Safeguarding, Consent, and Protection Framework
All academy trainees and field contractors must comply with the mandatory safeguards detailed in the October 2025 Operations Handbook:
· Multi-Layered Consent Protocol:  Photo collection requires explicit written parental/legal guardian permission alongside child assent and comfort. A league-level organizational contract does not replace individual parental consent where local municipal policies or regulations mandate explicit individual releases.
· Prohibited Zones & Supervised Work Rules:  Photographers are prohibited from setting up equipment in or photographing near rest areas, locker rooms, restrooms, or private changing zones.  An adult photographer is never permitted to be alone with a minor.  A designated league liaison, coach, or parent guardian must remain present at every camera station at all times.
· Handling Athlete Opt-Outs:  When a parent or legal guardian opts out, or when a child declines to be photographed, field staff must enforce the restriction immediately without hesitation or pushback. The athlete must be checked off the roster and bypassed seamlessly, ensuring they are not publicly questioned, isolated, stigmatized, or disrupted during the event.
[bookmark: _qo8o2usrvlng]2.3 Data Privacy, PII Protection, and Asset Tagging Protocols
Protecting Personally Identifiable Information (PII) is an absolute operational mandate. Child names, team rosters, guardian phone numbers, email addresses, and gallery access tokens must be stored in encrypted, access-restricted environments separate from public image metadata.
· AI Engine & Training Source Prohibition:  Entering actual child imagery, identifiable rosters, or real guardian contact details into public AI engines, external large language models, or NotebookLM training accounts is strictly prohibited. All academy training assets, synthetic exercises, and sandbox workflows must utilize fictional case studies and synthetic athlete identifiers (e.g., ATH-001, ATH-002).
· Biometric & Facial Recognition Policy:  Biometric or automated facial recognition technology represents a  proposed platform feature , not proof that it is active, legally compliant, or authorized in all jurisdictions. Automated recognition features must never be deployed without prior documented legal review, explicit jurisdictional permissions, rigorous technical testing, and compulsory manual human verification of every single tag before publishing.
Aligning strict legal governance with core operational policy ensures that daily onboarding, training cadences, and field execution SOPs maintain total legal and ethical integrity.
[bookmark: _fr6gragtbswq]3. Standard Operating Procedure (SOP): Module 01 Onboarding & Field Execution
[bookmark: _up8rlqkegpjj]Context & Strategic Importance
The Module 01 execution routine translates policy mandates into actionable operational rhythms. Establishing a rigorous daily learning structure during Days 1 through 7 builds technical discipline, enforces administrative compliance, and ensures seamless field execution across all market launch team members.
[bookmark: _eer6nq4w61nr]3.1 Daily Training Cadence & Learning Architecture
Academy trainees must execute a structured 4-hour daily cadence throughout Days 1–7, allocating time across study, practical application, field operations, and peer review:
· 60 Minutes — Structured Study:  In-depth review of core operating manuals, contract templates, safeguarding policies, and technical photography guides.
· 90 Minutes — Operational Drills:  Hands-on practice involving station setup, simulated consent verifications, roster reconciliation, camera setting adjustments, and metadata tagging.
· 90 Minutes — Field / Research / On-the-Job Training (OJT):  Execution of local municipal buyer mapping, public directory lead extraction, and supervised role-playing of parent/municipal pitch scenarios.
· 30 Minutes — Review & Assessment:  Daily debrief, log checks, supervisor feedback, exception recording, and progress validation against module stage gates.
[bookmark: _l1j209sqyv9]3.2 Step-by-Step SOP: Orientation, Equipment Assignment, and Market Mapping
[bookmark: _304uujv6kabn]Onboarding Workflow & Assigned Role Owners
The onboarding sequence for Module 01 follows a strict five-step workflow with explicit role accountability:
1. Step 1: Inventory & Inspection  ( Role Owner: Field Photographer / Trainee ) — Unpack, inspect, and log all assigned camera gear, lenses, lighting units, backdrops, power banks, and secure media cards into the official equipment log.
2. Step 2: Code of Conduct Execution  ( Role Owner: Compliance Officer / HR ) — Read, sign, and submit the Sports Media Inc. Code of Conduct, explicitly acknowledging child safety protocols, supervised work mandates, and data privacy rules.
3. Step 3: Policy & GRC Review  ( Role Owner: Academy Trainee / Operational Compliance Lead ) — Audit all baseline operating documents, including the 120-Day Master Curriculum, the Photographer Operations Handbook, and GRC directives.
4. Step 4: Local Buyer Journey Mapping  ( Role Owner: Community Engagement Researcher ) — Duplicate the standard Community Engagement research template. Identify and document verified public organizational leads across local municipal Parks & Rec departments, listing sport seasons, venues, and decision-makers.
5. Step 5: Simulated Pitch Introductions  ( Role Owner: Municipal Partnership Specialist / Market Captain ) — Execute structured role-play simulations demonstrating professional parent check-in interactions and municipal buyer program introductions under trainer supervision.
[bookmark: _jn1199u4k3sy]First Photo Day Technical Integration Protocols
Field teams executing photo day operations must strictly observe the following technical parameters:
· Venue Arrival Timeline:
· T–90 to T–60 Minutes:  Arrive on site, identify emergency exits and safe zones, check in with venue manager, confirm consent/opt-out lists, set up camera stations, and secure all cable paths with gaffer tape to eliminate trip hazards.
· T–60 to T–30 Minutes:  Test camera exposure, focus, neutral white balance, backdrop positioning, test image upload capability, and spare battery/media card integrity. Shoot test subjects only with verified permission.
· T–30 to T–10 Minutes:  Brief event staff and coaches. Secure paper/digital rosters, establish queue lines with physical floor marks, confirm schedule clock, and establish escalation contact routes.
· Camera & Lens Calibration Requirements:
· Position a neutral, wrinkle-free backdrop or uncluttered background. Place subjects 4 to 6 feet in front of the backdrop to reduce harsh shadows and facilitate clean digital background extraction.
· Set camera horizon level at face height. Utilize a moderate focal length with depth-of-field set between f/5.6 and f/8 (light permitting) to guarantee sharp focus across all subjects.
· Mandatory Team Photo Capture Rule:
· Photographers must take a  minimum of 3 full-team frames  for every scheduled team.
· Before releasing the team, the photographer must inspect frames to verify zero blinks, clear face visibility for all athletes and coaches, proper framing/alignment, correct exposure, and inclusion of required sport props.
[bookmark: _v0y31q537jh3]Required Module 01 Completion Evidence
To successfully pass Module 01, trainees must submit three verified proof assets:
· Fully executed and signed Code of Conduct.
· Completed Local Market Launch Brief containing verified municipal leads.
· Audited Equipment Source Inventory log.
[bookmark: _j4t0npvt09dy]3.3 Data Management & The 48-Hour Upload SLA
Sports Media Inc. operates under a mandatory  48-Hour Post-Shoot Upload Service Level Agreement (SLA) . All image culling, primary exposure/white-balance adjustments, asset tagging, and private gallery releases to photos.sportsmedia.net must be fully completed within 48 hours of photo shoot conclusion.
[bookmark: _cbbfu7jazfft]Job Folder & Metadata Structure
All raw and derivative image assets must be organized using the standardized directory naming convention:
YEAR_STATE_CITY_LEAGUE_SPORT_DATE
Example Directory Naming:  2026_CO_LOVELAND_PARKSREC_SOCCER_20261015
Assets must maintain a rigid metadata hierarchy:
League > Season > Sport > Division > Team > Athlete ID
Parental contact info and child PII must remain completely decoupled from public metadata and file names. Any operational exception—such as upload delays, missing athlete images, mis-tagged subjects, or permission errors—must be logged immediately in the operational exception register and escalated to the Digital Asset Operator and Program Operations.
Establishing structured daily execution protocols provides the necessary baseline for formal competency evaluations, practical exercises, and multi-tiered escalation management.
[bookmark: _ajjz74rsfwvw]4. Applied Practicum, Assessment Gates, and Escalation Architecture
[bookmark: _8eabzk1jqswp]Context & Strategic Importance
To ensure operational standards are maintained across all market launch activities, academy trainees undergo formal evaluation protocols before advancing. The Module 01 practicum tests theoretical knowledge, operational field readiness, and emergency escalation response, guaranteeing zero compromise on child safety, legal compliance, or execution quality.
[bookmark: _1ixc43hb461o]4.1 Module 01 Applied Exercise Architecture
Trainees must execute an applied practical exercise during Days 1–7 to demonstrate functional competence across core module dimensions:
1. Local Municipal Buyer Mapping:  Populate a local market directory with at least 25 verified public municipal leads and 5 active Parks & Rec athletic programs.
2. Simulated Pitch Introductions:  Perform a recorded role-play conducting a municipal buyer introduction and handling a parent photo-day check-in scenario involving an athlete opt-out.
3. Sandbox Upload & Tagging Exercise:  Ingest a synthetic training image set into the sandbox environment, execute accurate athlete tagging using synthetic identifiers (ATH-001), configure private family access permissions, and generate test catalog packages ($29, $49, $79).
4. Net Revenue Financial Calculation:  Solve practical mathematical scenarios requiring accurate deduction of sales taxes, processing fees, and lab fulfillment costs to determine net contractor payout.
[bookmark: _b3zp6qlwp398]Nine NotebookLM Training Assets Target Specifications
In alignment with the curriculum generation brief, each academy module supports nine standardized training outputs. Trainees utilizing these assets must verify that all training outputs adhere strictly to source limits, avoiding fabricated software screenshots or unverified platform features:
· Audio Overview:  8–12 minute coach dialogue analyzing core module principles.
· Slide Deck:  10–14 presentation slides covering policy, workflows, and compliance.
· Video Overview:  5–8 minute scenario walkthrough demonstrating field execution.
· Mind Map:  Visual diagram mapping operational decisions, dependencies, and gates.
· Report:  3–5 page structured policy handbook, SOP, and checklist.
· Flashcards:  20–30 study cards testing terminology, formulas, and GRC rules.
· Quiz:  15–20 multiple-choice and short-answer questions with detailed answer explanations, plus a practical check.
· Infographic:  One-page visual workflow or operational checklist.
· Data Table:  Comprehensive operational matrix defining fields, owner, QA rules, KPIs, exceptions, and test evidence.
[bookmark: _dbnfo25d9rvw]4.2 Certification Thresholds and Role-Specific Lanes
Advancement beyond Module 01 requires satisfying strict, non-negotiable quantitative evaluation thresholds:
· Written Knowledge Examination:  Minimum score of  85%  required.
· Safety, Consent & Tagging Practicals:  Mandatory  100% pass rate  required.  Any failure in safeguarding protocol, child assent verification, or wrong-athlete tagging results in an immediate fail.
· Supervisor Field Sign-off:  Verified sign-off from the Market Captain or Operations Lead, confirming zero unresolved critical operational defects.
[bookmark: _9mpqedvmxm9q]Operational Role Lanes
Certification authorizes individuals to operate within specific functional lanes across the market launch workflow:
· Community Engagement Researcher:  Owns municipal database hygiene, public directory verification, and CRM lead handoffs.
· Municipal Partnership Specialist:  Owns Parks & Rec procurement outreach, contract proposal routing, and authorized league scheduling.
· Field Photographer:  Owns technical station setup, lighting calibration, consent-aware team/individual capture, and site safety.
· Digital Asset and Gallery Operator:  Owns ingest integrity, checksum verification, 48-hour SLA management, athlete tagging QA, and portal publication.
· Commerce and Customer Support Specialist:  Owns package catalog configuration, checkout QA, lab fulfillment routing, and parent support ticketing.
· Market Captain / Trainer:  Owns operational gate verification, trainee supervision, field scorecards, and national expansion replication.
[bookmark: _388qjvsvy3pk]4.3 Master Operational Checklist, Escalation Matrix, and Pre-Deployment QA Directives
[bookmark: _he8euq1skg77]Master Operational Readiness Checklist (Days 1–7)
Trainees and trainers must complete and sign off on all items in the operational checklist prior to completing Module 01:
·   Code of Conduct:  Read, understood, signed, and logged in HR portal.
·   Legal Review Acknowledgment:  Reviewed Contract-First Mandate and confirmed understanding that operational exclusivity is never assumed and Sports Media Inc. is the sole legal entity.
·   Child Safeguarding Verification:  Mastered multi-layered consent rules, opt-out workflows, and mandatory supervised work regulations (never alone with a minor).
·   Local Buyer Map Completed:  Generated and verified 25 public municipal leads and 5 active program schedules within the local engagement workbook.
·   System Credentials & Sandbox Login:  Verified functional access to photos.sportsmedia.net training sandbox and local storage repositories.
·   Sandbox Exercise Executed:  Completed synthetic image ingest, verified metadata naming (YEAR_STATE_CITY_LEAGUE_SPORT_DATE), tagged synthetic athletes (ATH-001), and validated parent gallery access controls.
·   Financial Model Mastery:  Successfully calculated 50% Net Revenue splits against illustrative package purchase scenarios.
·   Module 01 Assessment Passed:  Achieved ≥85% on written exam and 100% on safety/consent/tagging practicals.
[bookmark: _dswvqdvj9rfe]Operational Escalation Matrix
When operational exceptions, safety breaches, or legal disputes occur, personnel must immediately suspend affected activities and execute the standard escalation protocol:
Trigger / Exception Event,Immediate Action / Stop-Work Directive,Responsible Role Owner,Escalation Target / Authority
Missing Municipal Contract / Unauthorized Access,"STOP WORK:  Immediately halt all photographer scheduling, marketing distribution, and field deployments.",Municipal Partnership Specialist,Program Operations / Legal Counsel
Missing Parental Consent / Active Child Opt-Out,BYPASS / REMOVE:  Do not photograph athlete; remove from queue seamlessly without disruption or public tagging.,Field Photographer / Check-in Verifier,Market Captain / League Liaison
Safeguarding Breach / Unsupervised Minor Encounter,IMMEDIATE INTERVENTION:  Intervene instantly to ensure adult presence; suspend photographer pending inquiry.,All Field Personnel / Photographer,Compliance Officer / HR / Legal
Wrong-Child Gallery Exposure / Mis-Tagged Athlete,UNPUBLISH GALLERY:  Immediately revoke public access to affected portal gallery; audit metadata tagging.,Digital Asset Operator,Program Operations / Data Privacy Lead
48-Hour Upload SLA Breach / System Outage,LOG EXCEPTION:  Submit delay ticket; execute offline backup verification and notify operations team.,Digital Asset Operator,Market Captain / Operations Lead
Disputed Contract Terms / Exclusivity Challenge,SUSPEND NEGOTIATIONS:  Freeze proposal; route modified contract language to Legal Counsel.,Municipal Partnership Specialist,Legal Counsel / Director of Operations
[bookmark: _cl0w6tc4cs1z]Pre-Deployment QA & Source Reconciliation Directives
Prior to authorizing live market deployment, the Operational Compliance Officer and Market Captain must execute a final QA review to reconcile all unresolved source gaps:
1. Local Windows E: Drive Synchronization:  Compare local legacy project files (2024 Projects/Youth Sports) against the master source register upon system sync to ensure no legacy templates conflict with active SOPs.
2. Live Platform Feature Verification:  Perform live technical validation on photos.sportsmedia.net to confirm active user interface controls, gallery access permissions, private link security, and the exact status of biometric/facial recognition tools (ensuring manual tagging is enforced).
3. Commerce & Fulfillment Validation:  Reconcile approved package catalog offerings ( $29/$ 49/$79), state tax structures, print lab fulfillment SLAs, payment processor gateway integrations, and customer support ticket routing.
4. HR & Legal Reconciliation:  Verify that all photographer onboarding documentation reflects the 50% Net Revenue ICA structure, confirming complete removal of legacy 10% intern commission language across all field channels.
5. Municipal Policy Audit:  Verify local municipal guidelines for target cities to confirm specific rules regarding facility exclusivity, roster file transfers, commercial child image usage, and direct-to-family marketing channels before initiating outreach.
Mastery of the foundational policies, GRC mandates, execution SOPs, and escalation procedures outlined in Module 01 forms the mandatory baseline required for progression to Module 02 and live community engagement research.

